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SUBJECT: Notes on the Organization of Support ito the
Clandestine Services '

1. The present system of support 1s designed to meet the needs of
sach Clandestine Servicea component. In the management of the Clandestine
Sarvices, emphssis is placed on substantive competence, speed in declsion-
making, flexibility, and a high degree of compartmentation of activities.
These cbjectives are achieved when the declsion making function is de-
centralized to the point nearest the action, sonsistent with valid judg-
ment based on substantive knowledge and regulatory rsquirements. Fffective
support of the Clandestine Services activities reguires a high degree of
oompetenae in the functional support areas, & competence not to be obtained
by using operations specialists to perform the support tasks. The early
axparience of the Agency attests to the validity of this statement. The
support requirements of the Clandestine Services differ smong components
and the nature of support rendered dictatss different approaches by the
gentral support offices. For example, the highly speclalized support of
the Dffice of Communications generally requirss no management decisions
on the part of Clandeatine Services components. This is not the case in
the flalds of personnsl, logistics, and finsnce, where daily decislons at
varicus levels asre inherant in the job of those who are responsible for
successful operations. The orgsnization snd services of the Comptroller,
Fersonnel, and logistics are of primary concern to the Clandestine
Services, therefcre, the content of this paper will be directed toward
these offices and functions.

2. In the early siages of development of the Clandestine Services
following WW II there were virtuslly no trained support officers stationed
physically with the Clandestine Services sither at headquarters or abroad
{a few of the larger stations abrosd had finance officers). Obligation
regcords were not maintained, supply accounting was minimal, and personnel
were promoted under the then existing oivil service system controlled by
the grade of the employsef’s Job. Most support functions were performed
by case officers. With the growbth of the Aganoy it became necessary to
introduce ohligation records, te improve accounting for both meney and
supply, to provide central procurement of supplies and equipment, to
satablish more formal controls over hiring of employees, promotions,
ets., and to develop a number of other management devices and systems
required for the effective and efflcient cperation of a large Agency.
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3, This new effort required a substantisl increase in employess
to do the work. During the perled of rapid growth, preceding and during
the Koresn war, the new employces raquired to perform gupport functions
in the Clandestine Services wers obtained mainly by direot hirs by the
Clendestine Services smpenents. Because of the urgendy of the situation
many new support empleyees were asaigned immediately to jobs in the
Clandestine Services, both at headquarters and abroad, with 1itile train-
ing or orientation in Agenoy policy, regulations, and procedures. While
thiz situation wes unawoidable, the result vas lees than gatisfaotory
+o the management of the Clandestine Rervices and the Agency.

L. During the build up of the Clandestine Services the Agenoy
support offices also were hiring large numbers of new employees who
were to be relatively ineffective until they received both formel and
on the job treining, and orientation in the needs of the Clandestine
Services which, for many, was not easy to grasp becauss of necessary
seourity restrictions and compartmentation. In 1952 & revamped central
pupport organization began a long range program to improve the capability
of the meveral support offices, to raise the quality of support in the
Agenoy, and, in particular, to provide operating components with qualified
and trained specialists in suppord coccupations at headguarters and abroad.
With the adoption of the career service system this program has prospered

gnd st this time thers are few support officers in the Clandestine Services

whe have not had formal training, and & variety of on the job training,
inelnding regular assignments in the parent support office. The system
of providing qualified and trained support specislists where needed might
be considered one of the moet impertant contributions the suppert orgsni-
sation has made toward vhe Agenoy goal of good menagenent and effective
support of operations. Operating components of the Clandestine Services
ewjoy & high degrse of decentralization of administration and at the same
time achieve & high degree of wnifcrmity of administrative astion among
the components. Fach camponent obtains support directly from the suppori
offices, or from assigned specislists, in relation to ite particular
needs. The ratio of direct mupport vs. that rendered by assigned special-
1sts can be changed rapidly, thus providing a flexible system and the
ability to respond quickly to changing operational situations.

5. The degree of suppart obiained directly from support offices
and that obtained through assigned speciallsts is determined by a number
of fsctors one of which is phymical looation. Another is the velume of
support type activity in & somponent which requires management declisions
entirely within the compenent. Others are the degree of support provided
by eover argsnizations and the numher end complexity of non-official
cover wnits under the jurisdiction of the component. In the larger
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opsraticnal components, partioularly those whisch have & number of field
stations and non-official cover mnita, there is & substantial work re-
quiremant in the orderly manageasnt of paper work, the distributien of
reguirements to the support offices and the communications and eonferences
which are a nscespary part of getting the job deme.

6. Grented the existence of administrstive or suppart type wark
in all organizatiomal components thers is still a question as to whether
or not aupport specinlists need be asaigned to hesdguarters organisaticnal
sompenents in the presant numbers. Could not an administrative assistant
handle the paper work and channel requirements to the appropriate support
offloces? Is not muweh of the wark performed by support personnel in the
organisati ensl companent a duplicate of, or duplicated by, work perforned
in the support offices?

7. In small offices which do not have complicated suppert reguire-
ments there is no need for a support specielist and there should be no
problem in obtaining necessary swpport directly from the support offices
goncerned. In the larger offices some work which must be parformed
intermally could de done by administrative assistants, or others, and other

work gould be chammeled to suppord offices far astion, but in soms instances

the result might be sn increase in Agency manpower due to the addition of
adminietrative senlstants, sd thers might be less effective use of case
officers and othar operational personnel who would perform some of the
support duties, as was the case in the late 19L0's. It is apparent that
sone duplisstion exiatas in the wark performed by support perscnnel in
argsnisati anal components and elmilar work performed in the swiport
officen. An example of such duplication in the processing of travel
ageounts whioh we are corresting.

8. The Agency requires reperts to the Comptreller, Logistics, and
Personnel from the Clandestine Services which necessitates reoord keeping
within the components. This causes some duplication bub it {s a part of
the system of checke and balamres and probably should not be disturbed.
Alzp, the administretion of any office involves the upward and downward
sommanication of information and instructions and reports which consumes
mary man hours. In an organization such &8 the Clandestine Services,
with half its personnel in acares of stations around the world, the atten-
tien to personuel problems and guestions assunss a magnitude muoh greater
than that of an organisation in & single location.

%s The central support offives feel sirongly about the desirabdlity

of having an adequste number of their trained employees located wherever
necessary to do a creditabls job, nevetheless, most of the Lressure for
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the establishment of new support pesitlona in operational components

eomas from the operational aompenents For the several years past, we
have followed the practice of requiring Justificatien of all new

support positione by the operstional component whether or net detection

of the apparent need criginnted with the support office or the operationsl
somponent. Ameng the oriteria has been s demonstrable need for the full
time services of an employee to perform services in the general sognizance
of the aupport office which is requested to staff the position.

10. The cantral support organization has queaticned, and now questioms,
the necessity or desirabllity of performing certain support funetions in
each of ths organizational compemente. For example, travel accountse
there seems to be no valid resson why travelers could not promptly present
their travel accounts to a central procensing wnit which oould supply
obligation data to the operational office concerned.

1l. There are & number of other areas where genuine savings may be
effected by removing support functions from oparating offices but because
of physical location of the suppert and operating offices most such changes
met awalt completion of the move to the new building. We do not propose
to transfer functlons for the sake of change only. For this resson we
want to take a hard look at persommel functions, many of which adnittedly
oould be done by other personnel, to see if the Agency would gain or lose
by redusing the number of personnel employees stationed in the Clandestine
Services components. As of now it appears that the most effisient use of
pergonnel i2 to place an employee nesrest the scene of an identifisble
£ull time workload in his field of spscielization,

1. Attached at TAB A i1s a teble widoh shows the distribution of
svppory personnel in Clandestine Services components. TAB B shows the
distribution of clerical employees assigned to the support unite in the
Clandestine Services. TAB C im a detail of TAB A snd shows the distribu-

tion of support personnel between headquarters, foreign field, H
TAB D is & simlilar detail of the cistribution of elerisal employees.
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